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Abstract 
The new era of project management has tendency to move away from the linear and predictable practice in projects to one that 
embrace the complex nature and role of the human element and interrelations. This tendency would make projects to become 
complex nonlinear systems. Though projects incorporate other elements such as technology, tools, methods and models, the 
human element can be characterized as the most important element in projects. All organizational factors can be seen as various 
manifestations of the human element. This paper will list a set of possible shared values – values that affect project performance 
positively or negatively. 
© 2016 The Authors. Published by Elsevier Ltd. 
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1. Introduction 
Projects are complex open system; with social processes, involving human interrelations have led researchers to 
gain a better understanding of factors affecting project performance and outcome. These factors are internal 
organizational influences and external project environment conditions (McLeod & MacDonell, 2011). 
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Organizational influences are divided into five groups, which are organizational cultures and styles, organizational 
communication, organizational structures, organizational process assets and enterprise environmental factors (PMI, 
2013). In this paper, the only group of organizational influences considered are organizational culture. 
Organizational culture includes values and beliefs, shared values, common understanding, and interpretation and 
assumptions that shape behavior or action in relation to project performance (Boudreau & Robey, 1999).  As a 
necessity to establish focus, we narrow the research down to shared values. Good cultures are specified by norms 
and values such as teamwork, honesty, commitment, to mention a few. (M Alvesson, 2002). This paper will look at 
the characteristics of and the interplay between shared values. Furthermore, the paper will address how these values 
impact project performance. In addition to the literature-study, a company sample case study will also be done in a 
construction project in order to find out shared values that affect the performance of the project. Based on these 
studies, the shared values are categorized and ranked (from the most practiced to the least practiced). Finally, the 
paper will present a set of values and a guideline (connected to organizational factors) that would promote project 
performance.   
2. Theoretical Framework  
Organizational influences are reflected in numerous factors, such as shared values, norms and beliefs, structure, 
competence, policies and procedures. PMI (2013) classified organizational influences into five groups: (1) 
organizational cultures and styles, (2) organizational communication, (3) organizational structures, (4) 
organizational process assets, (5) and enterprise environmental factors. Other authors have classified organizational 
influences differently; e.g. Scott and Vessey (2002) based on system implementation projects type; they classified 
them based on four groups which are (1) external business environment, (2) organizational context-culture, 
structure, strategy, business process, (3) system context-data, technology, project governance, (4) project focus and 
scope, project management and change management. McLeod and MacDonell (2011) classified organizational 
influences into three groups, (1) people and action, (2) development process and, (3) project content. Hussein and 
Hafseld (2014) from their side put them into three groups as well which are (1) end user related factors, (2) the 
performing project organization and (3) project owners related.  
Referring to the classification of PMI (2013) about organizational influences, our consideration will focus on 
organizational culture. Various definitions of organizational culture have been proposed in the organizational and 
project management literature. Nevertheless, a consensus has not been achieved because researchers use diverse 
theoretical approaches, assumptions, and interpret similar cultural phenomena in different ways (Belassi, Kondra, & 
Tukel, 2007). Schein (2010) defined organizational culture as a pattern of basic assumptions that are invented, 
discovered, or developed by a given group as it learns to cope with problems of external adaptation and internal 
integration and that have worked well enough to be considered valid and, therefore, to be taught to new members as 
the correct way to perceive, think, and feel in relation to those problems. Hofstede (1991) defined organizational 
culture as per the collective programming of the mind that distinguishes the members of one organization from 
others. M Alvesson (2002) defined the term as an umbrella concept for a way of thinking which takes a serious 
interest in cultural and symbolic phenomena. It includes values and assumptions about social reality, but these are 
less central and less useful than meanings and symbolism in cultural analysis. Yazici (2009) considered 
organizational culture as the set of values, beliefs, and behavioral norms that guide how members of the 
organization get work done. 
Based on the definition of Schein (2010), where the author proposed three levels of culture that vary in the degree 
of visibility to an external agent to the organization. Schein (2010) also pointed out that the confusion about the 
definition of culture results from not differentiating these levels. Basic underlying assumptions are the essence of 
culture, whilst observable artifacts and shared espoused beliefs are the culture’s manifestation. Artifacts and 
espoused beliefs are visible manifestations because they can be described when observed from outside the 
organization, but in order to understand their real meaning, one has to work within the organization. Schein (2010) 
described artifacts as correspond to the phenomena that one can observe. These are more tangible products or 
practices that describe how the organization works, and formalize behaviors into routines; some examples are the 
organizational structure, organizational processes, technology, stories, formalized rituals, and published values. 
Espoused beliefs are the shared values and/or beliefs. They are born from individual’s own assumptions, for 
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example, leaders or founders, who are able to influence the group to adopt their assumptions as shared values or 
beliefs about what the right or wrong approaches are to solve a problem. Consequently, the group would verify the 
validity of them by taking joint action, and if it is successful, then they will be part of the shared group knowledge. 
The last, which are the basic underlying assumptions are taken for granted beliefs, and thus, any behavior that is not 
based on those basic assumptions is perceived as inconceivable. They are non-confrontable, non-debatable, and 
unconscious, which makes them very difficult to be changed. Schein (2010) is his framework on, organizational 
structure, style, communications and assets – all are part of organizational culture and correspond to more visible 
manifestations at the level of artifacts; therefore, the essential organizational influence is, in fact, organizational 
culture. M Alvesson (2002) argues that many organizational researches have generalized the concept of 
organizational culture when in fact they are only referring to particular aspects such as shared values. Beam (1999)'s 
description is based on solidarity and sociability. On the other hand, Cooke and Szumal (1993) classify 
organizational culture based on promoted norms and expectations. Moreover, the project management literature has 
used those classifications in an attempt to establish the impact of organizational culture has on organizational project 
performance. 
3. Methodology 
The qualitative research approach, that has its origin in sociological studies, has become popular among scholars 
that study projects and project management. The word qualitative implies an emphasis on the qualities of entities 
and on process and meaning that are not experimental examined or measured in terms of quantity, amount, intensity 
or frequency. Qualitative research is more subjective in nature than quantitative research, involves examining, and 
reflecting on the less tangible aspects of a research subject, e.g. values, attitudes, perceptions. According to Kothari 
(2009), qualitative research is used for qualitative phenomena such as human behavior. There are many methods that 
are used in social sciences and they have different weaknesses and strengths, see (Eisenhardt, 1989; Kvale & 
Brinkmann, 2009; Marshall & Rossman, 2014; Sismondo, 2011; Yin, 2008). In common with other types of field 
study, this type of research can contribute to the advancement of scientific knowledge in different ways. According 
to Pinsonneault and Kraemer (1993), survey research is a quantitative method that requires standardized information 
about the topics being studied and the subjects studied might be individuals, groups, organizations, they might also 
be projects, applications, or systems. Correspondingly, researchers often differentiate between exploratory, 
explanatory, and descriptive survey research (Malhotra & Grover, 1998; Pinsonneault & Kraemer, 1993). On the 
other hand, Wacker (1998), mentioned that qualitative research generally uses interview process to gather data for 
analysis.  
We adopted in this empirical research a qualitative mixed method, interviews and survey. Survey research design 
for our study was to obtain further empirical data about the shared values (discussed in coming sections). This is 
followed by an interview process to understand in depth the effects of shared values on project performance 
outcome. In this research, only the construction industry is studied to collect the empirical data. The data were 
collected via a questionnaire designed especially for the study and based on an analysis of literature study. The 
questionnaire was sent to approximately fifteen participants and we received completed questionnaires from all of 
them. This gives a return rate of 100%. The questionnaire was designed to consist of three main parts: (1). 
Background data about the respondents. (2). Shared values, asking the respondents to name the most practiced 
values in the company and rank them from most practiced to less practiced by giving a score from  1 to 5. (3). 
Promoted values, where the respondents were asked to indicate the top 5 most important values to get them 
promoted and the reason behind their answers.  
Most of the respondents have more than 5 years work experience. Most of them are team members, project 
managers or functional managers. We need to mention that the participants are from the same company sample 
group. To reach good reliability, validity, and high triangulation quality, second source had been used to collect the 
data, interviewing project participants (i.e. project managers, project members, and functional managers), 
exploratory interviews were conducted as a part of the sector-based case studies. The interview format was in-depth 
semi-structured, exploratory interviews. That meant that there were no fixed questions, but rather the interviewer 
had a general list of topics extracted from the data of the survey that were used to guide the interview (Lewis, 1994). 
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The initial list of topics was derived from the surveys’ responses, research questions and the background literature 
review. The list of topics was refined and added to throughout the course of the interviews. The number of 
interviewees was seven and each interview took an hour.  
The collected and categorized data from the interviews was analyzed using the superposition on the data from 
survey. It was more an in-depth interviews investigation based of the survey data. 
4. The Case Company Description  
The firm is a leading Norwegian oil and gas, civil engineering and construction company founded in 1946, with 
an annual turnover of 4 billion Norwegian kroners and more than 2,700 employees. It delivers all aspects of a 
project - from design, engineering, procurement, construction and fabrication services.  
The company has on the record three promoted values that are “Ambitious”, “Competent” and “Drive”. Where 
“Ambitious” is the challenge of oneself to go further, by combining curiosity and creativity to help in finding the 
best solutions for clients’ problems. “Competent” is the ability to work in multidisciplinary teams and “Drive” is the 
result of the flexibility in the company in making decisions which creates a drive for continuous improvements.   
5. Categorization of Organizational Factors 
Given the prior review of the concept of organizational culture, we now have the arguments to explain how we 
are using the terms of shared values or espoused beliefs, organizational culture, and organizational influences 
throughout this research. We use the term shared values to refer to espoused beliefs because, based on Schein (2010) 
definition, the terms are synonymous. In addition, people seem to be more receptive to the term of shared values as 
it is easier to understand. We explore shared values as organizational influences because it is a dimension of 
organizational culture. Therefore, this research explores the impact of shared values, as organizational influences, on 
the organizational and project performance. These shared values are a dimension of organizational culture (Schein, 
2010), which in turn is an organizational influence based on the grouping of (PMI, 2013).As shared values is a broad 
term that includes innumerable values or beliefs, we were in the need of limiting the scope of work to a set of values 
that were collected from the survey. They were selected by the participants with giving consideration for their 
(values) meaningfulness for the project management praxis.  
 
 
 
 
 
 
 
 
 
 
 
 
Fig. 1. Categorization of shared values within the company sample case based on the survey 
The question asked to the participants in the survey was about listing all possible practiced values within their 
organization at first; second is to rank them by the most practiced until the least practiced. For the first question the 
fifteen respondents worked in team to list all possible practiced values within their organization, but for the second 
part, the ranking was done individually (Where 5 is the most practiced, and 1 is the least practiced) . After that, the 
last question was to give reasons behind their rankings. The most practiced and shared value among the teams based 
on the respondents’ perception is openness (See figure 1, table 1). Openness is related to communication, in other 
words it means everyone can be able to communicate to others as open as possible in sharing task relevant 
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information (Schein, 2010).  Communication is the exchange of information between parties (Bstieler, 2006). 
Effective interaction between members in project can facilitate the alignment of goal and expectations, and achieve 
mutual understanding (McLeod & MacDonell, 2011). Openness has been identified as one of the most important 
factors of project success; open communication reduces the mistrust between partners (Müller & Rodney Turner, 
2010).Open communication helps to develop a shared understanding, improves the atmosphere of the relationship, 
fosters commitment, ensures that the deadlines are respected, and enhances trust between the partners (Dyer & Chu, 
2003). To overcome many difficulties organization should support individual efforts and ensure that the required 
information is shared and there is a direct communication among all of the members of the team (Cserháti & Szabó, 
2014). This can be seen in our group sample where they justified the reason behind the practiced value, which is 
openness by the high degree of sharing after open discussions. In addition, they encourage each other to be open and 
accept constructive criticism.  
  Table 1. List of most to least practiced shared values and their impacts on the organization and project performance 
Shared Values Rank/ 5 Reason behind the shared values (Respondents’ perception) 
Openness 5 High degree of sharing after open discussions. Encouraged enough to be open, constructive criticism. Most 
have rarely experienced that someone is trying to hide something for their employees or their colleagues. 
Within the groups and teams, we are also good at communicating openly to share expertise and allocate 
labor. Promote knowledge sharing.  
Positive attitude 4 We are working in happy environment, consistently very positive attitudes, that makes the day easier. We 
are good at being nice and kind to each other in projects. Our organization has a constructive thinking and 
optimism.  We have been good at keeping the mood on top.  Promote commitment? 
Tolerance 4 High degree of tolerance in relation to gender, ethnicity, age differences. We do not tolerate a lot of each 
other while all show that they are doing their best. Everyone can make mistakes, and we feel that we are 
allowed to do within the organization as well. When one makes a mistake gets you usually know about it 
and the chance to correct it. 
Honesty 4 Be honesty can help team member know what others can do. We do not think we're good enough to speak 
up when we do not get to prioritize something, or we have to get someone else to do a job for us.  
Engagement 4 Greater freedom in work from their immediate supervisor. The organization stick to its engagement 
regarding most employees. 
Trust 4 Very important in team work. Management at all levels exhibit a high degree of trust to their employees. 
Company flexible with your time off and home which would not have been possible if one were to rely on. 
Delivering 
quality/ 
Professionalism  
4 Depends what required from clients, High work pressure and occasionally unfortunate disposition of 
senior expertise, provide regular deviations in quality, unless this is required from those that cause 
deviation. It stands among the core values of our company. The company might have a form of pride in 
delivering as they promise, but this need to be considered.  
Teamwork 3 Very important in engineering design, Greater sharing of experience, advice, templates, etc. With projects 
as the dominant working method is good teamwork highly appreciated. For many departments to deal. 
Interdisciplinary work. We had a good teamwork. There is an openness and a willingness to deliver a good 
project together and respect each other in the project that I am working in now.  
Commitment 3 Most employees are very loyal to their duties. Seems to mostly be good. We have the impression that the 
staff are very committed. All staff have shown great willingness to work hard to achieve handover 
deadline. They have been working overtime, and always tried to find creative solutions. 
Respect 3 Respect is not very important when discuss a problem, For little respect for other people's challenges, 
particularly between engineering and construction. In person basis, this varies greatly in the organization.  
Discipline 3 Feel work in a team, Discipline relation deadlines fail occasionally, often because of a heavy workload. To 
increase productivity and profit. We relate internal projects well against each other with great respect for 
each other's subjects, but we do not follow the management requirements for example design basis. The 
company is targeting building projects that they know best. The projects we meet up early in the morning 
when we need and go late if we need it.  
Transparency 3 Know what is going on, Not listed unnecessary and deliberate "closeness" of management. It is easy to talk 
with colleagues, but it held few collaboration meetings where technical problems going forward. This 
means extra work. The company is not very transparent, we’re lacking of information. Could be better, 
feel it is much not being said. 
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Ownership/ 
accountability 
3 This gives responsibilities; Here it is more to be gained. Requires managerial emphasis. The sense of 
ownership out of the projects is high, as there is a feeling that the project is 'our' and that it is 'we who 
build it'. This is especially true when the projects are going well. When things go wrong in the projects we 
are not always good at taking responsibility for those mistakes. 
Pride in one’s 
work 
3 Help improve employees’ relationship. High work pressure can sometimes limit the ability to deliver as 
good a job as the majority wishes.  
Other most practiced (shared) values are positive attitude, tolerance, honesty, engagement (from top management 
side), trust and professionalism (delivering quality). Employees are likely to have positive attitude within their 
organization when they felt that they are useful and the organization is useful for them, and when they feel there are 
common interests for both. A tolerance for a certain, not to say considerable amount of inconsistency and even 
contradiction without reacting, the use of ‘mediating myths’ between a strong discrepancy between what is preached 
and what is practiced (Abravanel, 1983; M Alvesson, 2002; Mats Alvesson & Willmott, 2002). Trust is an aspect of 
relationships and can be defined as the willingness to assume risk. Trust impacts decision making because decisions 
are made in light of the level of trust and the perceived risk; moreover such decisions are also referred as risk taking 
in relationship (Mayer, Davis, & Schoorman, 1995). Similar to the use of trust for dealing with risk, control is 
considered as an alternative mechanism for dealing with risk in relationships (Schoorman, Mayer, & Davis, 2007). 
Good cultures are characterized by norms and values supportive of excellence, teamwork, profitability, honesty, a 
customer service orientation, pride in one’s work, and commitment to the organization. Most of all, they are 
supportive of adaptability – the capacity to thrive over the long run despite new competition, new regulations, new 
technological developments, and the strains of growth. (M Alvesson, 2002; Baker, 1980). 
6. Impact of Organizational Factors on Project Performance 
We consider that it is necessary to clarify three concepts; these are promoted value, practiced value, and 
congruence. Promoted values are what the organization is ought to be.  The informants perceive them as the 
organizational values written in policies or ethical codes, or openly fomented by leaders and top management with 
the purpose of achieving good performance. Practiced values (shared values) are what the organization really is, and 
these could be both negative and positive. Congruence occurs when the values are both promoted and practiced, the 
main reason for non-congruence is individual perception (leaders and top management) distorting the meaning of a 
value.  
   Table 2. Some of the impacts of openness, trust and honesty (Gutierrez & Hussein, 2015)  
Shared value Impact on the organization Impact Project development 
Openness  
 
Enhance trust between participants 
Develop a shared understanding 
Foster commitment 
It is positively associated with  
Ensuring deadlines are respected 
Facilitate the alignment of goals and expectations  
Reduce mistrust and improve project performance 
Improves the atmosphere of the relationship in project 
Trust Decrease transaction cost 
Enhance trust through reward system 
Strong influence on the strength of people relationship 
Overcome difficulties and facilitate mutual understanding 
Deal with uncertainty 
Decrease transaction cost 
Positive affect on project outcome 
Positive affect on duration of the project 
Honesty  Promote knowledge sharing 
Facilitate exchange of information 
Positive affect on the work environment  
Enhance trust and increase flexibility 
Corrective actions can be taken earlier  
Decrease transaction cost 
Reduce mistrust and improve project performance 
Reduce cost control 
 
Before reviewing the literature about their definitions and impacts on the organization and project performance, 
first we present a general overview of the impact of the organizational culture on the organization and project 
performance. We present the subsequent section so that the reader gets to know how the literature has used the 
concept of organizational culture as a whole and link it to project outcomes, when it is actually referring to a single 
dimension of Schein (2010) framework. This reinforces our arguments for choosing shared values instead of 
organizational culture. Regardless of the perspective, it has been widely recognized that organizational culture 
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impacts organizational and project performance (Shore, 2008; Yazici, 2009). The project management literature has 
mainly direct its efforts to study the impact of organizational culture in two areas:  knowledge transfer, and work 
team effectiveness (Yazici, 2009). Similarly, great focus has been given to the study of variables at project-level 
such as team communication style, cooperation, and project structure in relation to organizational culture (Belassi et 
al., 2007). A clan culture creates a positive climate characterized by horizontal communication, empowerment, 
participation and involvement; this has a positive influence on business and project performance. Nevertheless, for a 
project to achieve success, Yazici (2009) suggests that both clan and market cultures need to be dominant. Belassi et 
al. (2007) point out that organizational culture has also indirect impacts on performance through project-level 
variables, and other organizational practices.    
The organization promoted values are “ambitious”, “competent” and “drive”. Most of the employees of the 
company are new graduates with few or no experience. When referring to congruence, the value “drive”, which 
encourages the flexibility in each one tasks, is promoted and practiced within the organization. This led to many 
mistakes and timidity to deliver the tasks properly. Having less competent employees (newly hired graduates with 
no experience) and giving them the whole flexibility and freedom to deliver the tasks independently had negative 
effect on the project performance in general. The interviewees think that if the level of honesty increases, the dealing 
with the mistakes will be more efficient.  Honesty is considered as key factor for them, which promotes and 
encourage trust (Table 1 shows the impact of openness, trust and honesty on organization and project). They related 
it also to the courage to declare mistakes that were made. Knowing that new employee who are without experience 
on the field and without right training may need to exercise honesty and be courageous, so that corrective actions 
can be taken to follow his/her job and make better and continuous improvement. The other promoted value from the 
organization is “competent”. However, the organization took few actions on the field to improve the practice of this 
value; like few trainings and giving more flexibility. On the other hand, openness, trust and teamwork are feeding 
this value by sharing knowledge and expertise.  
Most of the interviews think that the commitment is the result of positive attitude and respect (as practiced 
values); having positive environment and respectful entourage encourage employees to give more from their time 
and efforts. Resulted in working overtime to reach the targets.  
Knowing that all the participants in this study are seniors with long professional experience, and knowing that 
most of the employees in the organization are new graduates with less experience, it will be hard to reflect all the 
collected practiced values overall organization. The collected values are more from experienced employees, who 
think that those values are practiced by them and among them, where the necessity to make the sample bigger for 
the coming investigations and involving all categories of employees.  
7. Conclusions  
The investigation has shown that the most practiced and shared values within the organization are openness, trust 
and flexibility. Openness has strong effect on the project outcome, which is possible by involving all the participants 
in the early phases of the project and make them understand the project objectives and their tasks. Open 
communication  leads to effective interaction between project participants, which in turn can align the goals and 
expectations. It also allows avoiding misunderstandings along the project life cycle. Trust is a practiced value of the 
management towards the employees, which in turn can lead to flexibility. The practice of trust also involves a level 
of the value (trust) that depends on the parties involved in the relationships.  Trust is a fundamental factor in 
decision-making. In a relationship, trust is one of various factors that is assessed for any type of transaction between 
the involved parties. Trust is based on expectations. Hence, it can be easily lost as the expectations are broken. 
Consequently, it is complemented and supplemented with control mechanisms. The benefits of a high level of trust 
in the relationship are directly seen in open, transparent and honest communications, and confidence within the 
project can improve as expectations are fulfilled. Since trust is a value practiced from top to down levels within the 
organization, and since most employees are new graduates, there is a necessity to promote other values like courage, 
honesty and transparency.  
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